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Center f r Sex Equity at the Northwest Regional Educational Laboratory in Portland,
egon, is one-of several regiohaljassistance centers in the nation.; these Centers are
nded to assist school districts in reducing' sex bias and discVmination in
ucational programs and employment practices. Based on recent requeists and inqu'cies
ceived by the Center, the issue of maintaining affirmative employment prajceice and
ality instructional programs in the facei of redUctions in force (fir; an& p gram

itbacks is a concern of state .and loc edtr:atiori agencies in the Noreiest.

order to help school districts meet this challenge, the'.Center sponsored tr.::
ninars which brought togethero educators' with diverse backgrounds who shared their
perience and4now-leidrge-Tri- balancing the two often conflicting requirements of
'firmativeactian and RIF. The following booklet is'a result of those seminars. The

trpose of :the booklet is to offer practical insights and suggestions on how to meet
'firmative action goals in situa5ions characterized by a .t a f f and program cutbacks.

.Barbara Fachisoo, Director
Center for Sex Equity
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CH.APTER1

INTRODUCTION'

Why Affirmative Action?

"Affirmative' action" is defined by the U.S. Commissign on Civil Rights as those

"....active efforts.that take race, sex a1d national origin into account in re' met,i,pg
discrimination."' tjcCune and Matthews use: the term Aarfirmativ action" to mean
employer-iptiated action taken to overcome the'effects of conditions which have

, ..
'resulted inliMited participation by women and minorities.2 Their concept of
affirmative.action is distinguisKed from actions taken.after a formal finding of
discrimination by .a federal or state agency cr court. 1

Ernplgyrnent .policies have gradually changed over the last ten years in response to
arithiscriryination leg4lation and the mandate to establish and maintain affirmative '

actiovrohrams. Affirmative.action and equal employment efforts have emerged as'a

deliberate public response to the. hietoiic and cnntinuinsi problems of .race, sex and

national origin discrimination, These effrrts are firmly rootedin the constitutional
guarantees of equal protection under thelaw to all people. ('See APpendiii 1 for a

discussion of the civil rights Jaws supporting affirmative action pcograms.) Although
discriminatory practices are considered by many to be relics of 'a forgotten past, they
continue to affect our society adversely. Thus the need for affirmative employment

policies persists. --

. U. S. Commission on Civil' Rights.. AffiimativeActior in the 1980s. Divntling.the
Process of Discrimination, 1981, p. 3.

Shirley McCune and Martha Matthews. Programs for Educational Equity: Schodls and
Affarmative Action. 'Washington,.DC: Government Printing ()trice, 19/5.



Why Reductions in Force?.

Several factors have contributed to the present situation in public education which

requires staff and program cutbacks. These factors include, but are not limited to:

a gradual decrease in the birthrate which has resulted in steadily declining

school enrollments; Although current evidence suggests that enrollments are

stabilizing, the long term outlook indicates that the time Of automatic

expansion in public education is over.

. 1.
an increase in the number of oldercitizens in th total 'population. The impact

of the prior-it-iris of older citizens can be felt by schools as they compete along

with many other agencies and programs for limited to dopers.

the high inflation rate., The effects of inflatiory a felt by school systems as

they iicrease budgets simply to maintain past levels of operation.

a reduction in state and federal funding for educational programs. When coupled

with.the high in ation rate, the reduction of state and federal aid to schools

.has re.Su4ed i fiscal crisis which may only now befilteiing down to local

schools.

Why This Booklet?

The

pressures to cut back educational programs and/or staff because of shrinking,

he commitment to affirmative hiring. and employmint practices has now run head ong into

resources. Some states have legislated that affirmative action pracstices must be

maintained when making reduction in force (RIF) decisions. Other states have left it

to the discretion of school districts how best to handle cutback situations. In either

case, administrators and policymakers are the ones who must ultimately carry out the

doubled edged mandate of making necessary cutbacks while not sacrificing affirmative

action gains.'

Traditional approaches, such as increasing class s e or cutting extracurricular

.activities or. "last hired, first fired," are no lo er automatic answers;' past

assumptions about' how to solve educational problems may no longer be app:opriate for

dealing with present and future problems. This booklet offers practical advice for

_dealing with one of the challenging situations encountered by school.diatricts.



Where Did This Inform° Come (From?

r

booklet
.

This booklet was the reusult of a seminar which brought together a group of educators

who had experience and information to share on RIF, on affirmative a-Aion efforts and.
plans, and on how to balance these two. issues (seeAppendix 2 for a list-of
participants). Seminar participants reflected diversity in several resPects, includine

c ' :.,
geographic region--Alaska, Idahp, Oregon, 'Washington

',-,size of district--laige, small, sizes in between t

type of community--urban, suburban, rural, "isolated" city/town
,

"stability of the district--high mobility and turnover, declining enrollment,'
stable-and owing

..

c -
gr . .

nattlire of administrative role--superintendent, principal, oersonliel directos,
--.

curriculum d irea or,
...,

. ,.

Participants all agreed beforeh&nd,to share and discu7 at the seminar portions of
s'their district affirmative action plan, RIF policy, negotiated contract and staffing

pattern:

The sernigar was designed to be anrinteractive work sespion. Activities 'and discussion

drew on the knowledge and expertise of the:participanOt all of 'whom were

administrators involved in key roles 414 formulation and implementation of policy.
The specific\objectives of the seminarIe to identify:

major i.ssues to be considers in the balancing of RIF and affirmativeattion
practical strategies for adnii istrators and policymakers on how to b'alance RIF

N , .
and affirmative action effor s
Model affirmative action and RIF policies.' and'accoMpanying procedures, fo

implementation

The two seminars were conducted in Portland and Seattle on successive days. Worksheets

were used to gather information from seminar participants (see Pfipendix 3) A
kk% ' synthesis of the 'data from those worksheets resulted in the material presented in this

booklet: Seminar' participants offeredvaluable suggestions abOut what iriformalion

should .be included in the' boOklet' as well as how it should-be presented.
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R0.13LEMS & SOLUTIONS

-s..-1;"
1 i

.

What are tie major problems or -issues that, surfack when school districts try to
,

preserveaf-firma ive employment practices in the face ofconstraining ftictors?
Administrators and policymakers ident-ifigd eight general prob em areas: ,.

'Administrative Concerns (The "System"/"The Bureaucracy'

s Program Corcerns (Staffing Weds/Program Priorities)
Employee rerformSnce/Competence
Collective Bargaining

. Hiring Practicee
Legal'Conte)ct
Economic Context
Community /Attitudes /Awareness

The following pages present each ,Iproblem area in terms of specific issues to consider
and some possible solutions, or %4ays. to proceed, in resolving the issues. The eight

areas are presented separately for the sake of emphasis; they are not mutually
exclusive categories nor do they include every problem an affirmative action officer
might expect to encounter.



Problem Area: ADMINISTRATIVE CONCERNS
"The System"/"The Bureaucra'cy"

Specific Issues Possible 5olution.

'AffirmativeArtion advogates viewed as Recdgnize the right pf all employees
rtrdublemakers" (ti to 'challenge:discriminatory practices

e-ithi.veLlegitimate informal-procedures
/for resolving problems,as vel.Las.
( workablejormal-grievance,procedUres:

COnductirieriodic inservice
,emplOyee4 regarding their legal 1,.
rights acid district procedures -

Transfer-administrators regularlY tc
get."fresh bloods" new:yiewOind
modeling of desired behnViers by.
adminisrators. - -

DevelOp short term (tempokary)
positions that may infuse rnew
blood" intoithe,systeM

.:.Cevelopand maintain women's networks

'Work with:nOnsexist organizations

Review program.procedurec,regUlarly
to insurl-dhecks and balances.

Gatekne era"--blockers the

pYsm

Inconsi4tency orcertification
processes within and among states

Avoid placing!gatekeepers" at
than ement.levels

tjeve parson with-"realr'decision
making power be responsible for
laffirmatiVe hiring

Lobby for more responsivecertifica-
tion, e.g., remove roadblocks in
order to promote reciprocity and
practicality of requirements

v
.'Obtain a-leader for affirmative_

. action aWareneaa/educationcomponent
who has'euthority'os:eil as

\4
responsibility-je.g.,reperts
irectly,tnsuperintendent, has

access'to funds, staff;:reeources)



Problem Area:'PROGRAIvi CONCERNS
Staffing Needs/Program Priorities

Specific Issues

Conflict between' affirmative action
.,planning and staffing/programneeds

Possible Solutions

Develop and follow affirmative.
'action.programgdals; ave building

.oals

Building needs, secondary
supervibion

Separate contracts for teaching
and coaching

:0 Develop specific affirmative action.
goals in curriculum areas

Involve building=level administra-
tors

'Insulation/isolation of central
office staff

'Program needs

+v.

Lack of 'data on miiiority; women,
underrepresented Oositiena/areas

Develop 'a vntd6ment team approach

Identify.Who has authority for
program staffing decisions (advise,
recommend,'-"authorizeY

Retrain existing staff; gain staff:
support, for new assignnts if

Build support systems for peo -':

being rifled
c\

Anticipate underrepresented areas

Collect personnel taornation/daea
regularly \

j.ackA3f qualified trainers
tO conduct .district inservice in
effi'rmative:action areas°

Know'how.your staffing pattern
compares 'to county, regional, area
make4up 1

1

Inyest in training'someone from the ::
district; make available to:H
neighboring districts 7-H

Use existing resources, e.g.,
desegregation assistance centers,
state departnientsi.of education,
education service distriCts' .

'
1:



Problem Area: EMPLOYEE PERFORMANCE/

Specific Issues

COMPETENCE

Pinisible Solutions

Legal definitions of terms:
competence'involves training and
experience; merit involves ability
and effectiveriess

Interpretations of
competence is more
ls:siire subjective

terms:
objective; !went

z
Certification area versus teaching
experience'and ability

f Find a common ground prior to a ,,
crisls situation, elg., mUtually.
agreed-upon objectives and criteria;
define "competent performance,"
determine how to evaluate it'and.
what takes prededence in various
situations,

//
Assessment methods and techniques

'-----Tierent subjectivity of assessment

Develop better job descriptions

Improve-theo6jectivity of
evaluation instruments

Support regular evaluation; develop
a policy stetementwhich expresses
commitment to evaluation '

Hire a third party(i.e. outside)
evaluator

. -

Develop several instruments which
measure the'Samloconcept.and give
teachers a choice of which to use

Make informalinhouse evaluation
regular procedure

State.legislation/regulations Hire/have access to legal
miunse.17-someone Who knows
interpretations and fr.riailiar with
cases and precedents

Unconscious discrimination in
promotion process

Establish internshilisincentivest,6
career ladder6 for minorities?Snd
underrepresented women and men;
find out what other districts are
doing in these areas

OLUTIONS
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Problem Area: COLLECTIVE ARGAINING
4

Specific Issues Posiible Solutions

Adverear relationship between

esqociati and,administratipn due
to bargain rocess

Hire or haves access tearrattorney
who knows this area,

. Mobilize comMunity/parent supportC
put-external pressure on district
for affirmative practices

Find the legislative or judicial
preceCents for affirmative action
priority

Take your negotiator to lunch! More
practically speaking, take active:
steps to develop and maintain
rapport during negotiations

'Teacher;', Obncern for job security
greeter than co .ern for educational--
programs

-

'Adopt a policy that states the`
quality of educational programs dray

take precedence over seniority in.
RIF decisions

Union oppoiition to training, competency
.statements and indicators__ .

Identify nonsalary benefitsand/or 4
incentives that teachers would w

consider as employment perquisiten----

Obtain -union commitment to training
inservice for teachers

Union disfavor toward increasing
applicant pools

Integrate-both RIF:and affirmative
action language into the contract,
or remove RIF-langUage from the
bargaining agreement ,

Seniority as top priority for unions Negotiate CONTRACT LANCUA

le

just a policy statement) sup
affirmative action.Over seniori

n necessary



4"robleni Area: HIRING PRACTICES.

Specific Issues Possible Solutions

Applicant pool: inadaahate pool' ,

of:qualified:minorities,' women end-Men
for traditionally Underrepresented
areas .

#

Vacancy advertisements_

DistriCt lo\ation a negative factor

)(-

Seek a 'pass roots-approach to .

.1.nding candidates; take advantage;
of existingnetworks

Make better Use ofAiilege and
university plaCement services

o Keep regUlar contact with.minority-.
Organizations

Interview all minority applicants
meeting miiiiiiiimisualificatione

o Obtain board commitment/action to
provide money for recruiting .

Develop abetter definition of "best
qualified," i.e., define, criteria
for position

Uneonscioue discrimination in hiring
j process

Conduct active recruiting prograM

Go outside the geographic area with
contacts, networking

Develop televant and.practical
. intervicw questionaIn advance

Give careful attention-to the job
description: skills, responsibility

Have ajob description that does not
preclude minority applicants

Review hiring process to insure':ii.
:

checks and balance's, and fairness it
each btep.



Problem Area: LEGAL CONTEXT

.Specific Issues Possible Solutions

e

Confllt between federal and state
,

s Hire a'qualifiod attorney with
.-.

interpretations; Conflict between expertise in equal employment

laWs and negotiated contracts ,74mopportunity /labor refatione 1
)

Seek'help from state and regional
equal employment-Opportunity- . .

specialist (know who that person is:)
.

Lack'of appropriate data bases
to support affirmative action

Lobby to revise laws for consistency

Keep abreast of most recent court
cases (through newsletters, regular.
contact with attorney)

Work toward gathering county
statistics

Lack of indistrict expertisein the Encourage intensive training of

area,of affirmative action state leVel.ppople to kilter
affirpative.action into local
education agency programs

Ose-thaedUcation serviCe_districtd
or other intermediate *Try .

Provide training on special issues,
e.g., RIF alterpative,' 6exual
harassment



Problem Area: ECONOMIC CONTEXT

Specific Issues Possible Solutibns

Declining financial' resources:

a. 'Reduction in,federal dolleks`
for public schools

.. Reduction in state support
(declining enrollments)

.

Declining tax base (school.'
leVies)

1

Gain active involvement-by
, superintendent to get and maintain
support of kby community and
organizational peoplv,to exolore
alternatives

Encourage superintendent to "sell"
affirmative.mction as,he orshe
"iells",:a budget

Gain public support of rpower",
eo le.in the communit /re ion

-T'
reasing competition by business

and industry for qualified women and'
minorities

'Ability of business/industry to put
bore dollars into recruiting and
salaries

.

DeVelop budiness/ichool liaisons
and co-beneficial programs, e.g.,

q
...,

a. high,school experieoce/intern-
ship programs in the qusiness
Sector,

b. faculty exchange program

c. resources exchange

d..curripulum development that can
benefit business or community

Develop, publicize and emphaelie
trade-offs/benefits other than salarl

ROBLEMS &' s
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Problem Area: COMMUNITY/ATTITUDES/AWARENESS

,Specific Issues Possible Solutions

Entrenched attitUdea/resistsnceto
change

'
Anconscibus-feinforoement fpr
,discrimination; no\corresponding
reward for nondisCrimination,

Poor communication \

Tendency of majority Culture to
':obscure other cultures

I

ir Provide nservice training of
educators regarding affirmative

-faction concerns

ItCDevelop an information packet
for dissemination

Poor public reletions
1),

Lack of community support far
school affirmative action efforts

/I
Stereotypic notions `or

expectetions of woman,

Geographic or cult4a1
/

4

Too big a problem

)

Promote cross-cultural communication

.

al 'Develop awareness goals for all
cultural groups

Appoint a cadre of building-level .

0 administrators who are responsible
for the develOpment of affirmative
ectIon awareness in the community

Target speckfic audiences, e.g.,
students, local businesses,school
board . .

J (11 CWVelOp media contacts and use them.

InvolvOocal resource agencies,
educatiOn ser*ice districts, '

desegregation assistance centers,
civic groups, state departments of
education

Develop.and maintain a visible,
active, involved school board

traditional
men, minorities

isolatipn

Identify various role models for
each group

.

Extend:your;network beyond.your
geographic area -,

Take things one step, at a, time;set4
reallatic.goals
a -

RO-13LE)MS &.S\OLUTIONS
9



CHAPTER 3
PRACTICAL .TIPS FOR

ADMINISTRATORS

Seminar participants were asked to identify the most important "tipS" that they would

pass on to their Successors: From this exercise cime.,p/actical sugge'stions for

how adMinistrators can effectively support affirmative action efforts even when faced,

with staff and program cutbacks. The following'' pages present specifi,F strategies in

the aread.of:.

knowledge base .

a

support grOups and networks

policy and procedures guideline's

community needs and views

communication proces

mSnageMent techniques

personal'style
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"Know Your Stuff" by continually expanding
your knowledge \base. :

Keep current by:

s reviewing federal and state'entidieerimination lsws and regOlatibna, court.
.4 . -"

cases, issues, trends 1
e

e reading newsletters such as "Schools and Civil Rights Nese and T.E.E.R.:

Terepective"

's Ilieking regular personal contacts with attorneys, state departments of education,

!rice for Civil Rights. ...

-

. Keep good/records and data, includin4:

//, / \
e entry date, date of last continuous employment.-0

.

/
staffing plan, belancel)f men, womA, minorities

e ' percentages for various racial and ethnic groups in'your community or re

3. Consult someone who knas more'sbopt it than yo'i do when you'lle unsure!

necessary, seek legal advice or technical assistance.

. -

. Wild on what works--don't reinvent the wheel.

RACTI4 AIL -IPS



Develop support groups and networks, \both within
and beyond your inunediaie system.

%,
l

Identify the litr00upporters of equity effort , whereVer:they are in the

district' community or state, and rely on them formally,and informally:

Maintain regulabcontaCt,witH Aople who are your counterparts in other ditiAricts

in the county,state or *In.

% .

5. Keep in touch with professionals that you know on an informal or personal basis.

Touching baseperiodically'may turnout to Whelpful in the future7-for

infermatiOn,-ti contact or a strategy to use

Help establish networks if there is a need, e.g., certain program areas, grade,

levels, parents, support groups for.riff'ed staff.' c .;

Try to:mark with significant pnfluential) people who support-your affirmative.7

action efforts.

Train'staff on equity issues and what they can do.

Share what's successful with others (staff-and community).

r

RACTICAL
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Emphasize the importance of having

policy and procedures guidelines..

. Develop districtwide commitment tg affirmative employment practices. ,This.inclUdes
obtaining &oirmitmerit. from:

school boitid members
s'acentral office personnel

building level (middle management) administrators.

Invalve parent advisory and community groups in the policy process so they will be
encouraged to develop ownership in or commitment to the district's policies.

t

Imolve an affirmative action committee (or at least the affirmative action
officer) in policy formulation.

C

\

Rview and rewrite policiesiprocedtires. Remember that they. aren't "etched in
stone." Change them if necessary so they work for you. Remember that (al policy
tells what, procedures identify how; (b) pdlicy is written in more general terms
and proceduren in more specific terms.

. Be consistent in implementation of policies. In other words, it is important to
follow the procedures as they are identified.

1

eview policies/proceduresregularly so you can see.,whit- works and change what
doesn't.

7. Remember that procedures often can be changed without having to change the policy.

`RA: TreAL IPS
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Know yotir community's needs r cl\yiews.

Pay attention to schotol/Community relations: Develop regular, formal communication
with the cpmniunity ttirough the local papers,..newsletters'or-school board minutes.
Dissemksate inforination.regularly; stay-on' top of the public relations process.

2. Findiand use community resources, e.g., organizations, businesses, minority leade s

F
and politically infbuentiakpeople tojhelp further affirmative action goals and to
support.or retrain riffed employees.

3. Initiate and, encourage community "inservice" or
affirmative action and RIF.

awareness activities on problems of

Have a stafficornounity advisory committee (to make recommendations, disseminate
information, make presentations to school board).

Be aware of the golitiCal implications whabever you combine RIF with affirmative
action:



Practice effective communication: work toward
making it regular, open and-honest.

on .regular, periodic opportunities to present "formal" reports on progress
affirmative action 'goals (to the board, community, staff).-

Get on a "first,name basis" With teachers' asociation president and with those.
Iresponsible for contract negotiations, grievances and complaints.

1

3

keep yoLr imrnediate.superiOr informed on pending problems and' issues.

. Make certain that all staff in the district have the\same\nformation about RIF
cOnceini3,

i
affirmative action objectives'le.g., budget cuts, reduced average daily

attend e (ADA), changing state reguireeents).

:Ii1

I

Encour e V./6.4ay communication with your staff. "Keep your door open.' Make time
11to 1i svatlable." Informal communication at this level can often\\clear up a -1

misunderstanding before it becomes a problem.
r .

\ )

Ask \for suggestions from staff and prbgrams before making any decisior\ Be open
to new information and options or alternatives.

. Schedule regular meetings for new information, progress reports and conflict
resolution.

I 8.

9.

Have a clear/concise one to twopage-summary' sheet that explains RIF and
affirmative action connections in your district. Distribute to staff and community.

Communicate with

R _ACT 1-C-A-L-

t`Y



Work towardbeing a nriore,elfective manager.

t.
40 0k

Tike ort to develop timelines fdr communicOtion and action goals.
,

Make e ry effprt to follow titneLinea. r.

.. i' 4 ..,. .

.--,....:Ecaluate.progreso regularly-and make changes if needed (chinges to achieve the
objective, not to extend the t e1).. ;by.

- kNe%

Break down long term goals into Iva range objeCtives.' Translate-objectives.in
speCific activities, reports andpreserk'Notions.

k

. Keep, objectives and activities visible and "out-in frnnt", of everyone. Talk about
them, back to them t,

a tjob description for the If firmative action officer.

Have regular involvement of building level administrators in the district planning`.

process.

Move middle malnagement\ (building level administrators) around for new energy and
fresh perspective.1 Keiip your buildings alive and vitalized.

8. Try to resolve problemsearly and internally whehever possible.
. ,

9." Define teachers u n obstacles 1to affirmative action.
.... \

\ l
.

10. Make changes when th cc:mint. Don't take "token" actions. Say it where it
counts. Take the risgs: .

.

.

11. Remember that Commitment regults'in action.

s
O
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bk.

Work to improve your personal effectiveness.

1. Be visible and active in affirmative action effotts; model equity in your attitudes

and behaviors to insure your credibility.

. Proceed cautiously until you feel confident about your board's support and your

knowledge oase.

-Try to de-personalize RIF or affirmative action complaints. People are angry about

situations, they are not angry at yOu personally.

Be a listener for people who ave bee iffed. Develop support systems for them if

possible (e.g., resume preparatio fob nformation bank, people to contact).

. Know your "philosophical base." Be prepared to describe and justify district

policies and procedures to anyone.'

I

6. Stand your ground if configntation is appropriate'or necessary. Be assertive, not

aggressive. 1!,

Develop a good working relationship with your superintendent (regular sharing of

information, potential problemS or successes).

Be willing to'discuss before you make a judgment.

rKeep y r.sense of humor. It'll come in handy at times.



CHAPTER 4

pOLICYMAKING

Policies versus Procedures

Policies are general guideline statements that make clear where a school district

stands on imputant issues. Policy statements set boundaries and define expectations;

they guide Snd determine present and fut6re decisions. Clearly writte:ipolicrserVes

several purposes, including:

2
to insure continuity from oneadMinistration to another

to, clarify expectations and .responsibilities within the present administration

to give direction to the superintendent

to define the school boald'a position on issues

to give information to the staff and the public

Policy statements should be specific enough to give clear guidance, yet broad enough to,

allow the administration to have some discretion in their implementation.

..
ProcedUreSspellout the medhanifs of how a policy is to be implemented. PrOcedUres

flesh out tfie sdhinistrative details of who does what, when, where and how. In

general,'procedures can be changed without changing the policy. In other Words, it is

not always necessary to have school board approval to change implementation

procedures. However, it may be appropriate for school boards to review procedures-on a.

sensitive issue such as RIF.

The Policy Process

Good policy statements are not written witha swift flourish of a pen at a moment's

notice. Before adopting a finished and polished policy statement, an organization has.

progressed through several sequential steps: (a) recognizing a need to change or



formulate policy; (b) identifying and discussing several policy options; (c) diafting a

tentative policy statement; (d) reviewing and revising the statement if necessary;

(e) formqlly adopting the policy statement and (f) implementing the new policy.

Questions about implementation procedures will probably surface as a policy statement

is drafted and refined. If the policy concerns a complex or sensitive area, guidelines

for procedures may be identified as the policy i6 formulated. HoWever, it is the task

of school administrators, not the school board, to define and carry out the procedures

by which policies are implemented.

The chart on the next page describes each step in the policy process and identifies the

_person or group having primary responsibility at each step.

One way to proceed in balancing RIF issues with affirmative action efforts in your

district is to begin by informally reviewing district policies in these two areas.. As

you review, consider the following key questions:

1. Can you distinguish between policy 'statements'ald procedural guidelines? Many .

policy statements are actually a combination offthe two.

2. Has the "policy process" been followed? In many instances the process jumps

from the need to the final policy statement, without'discussion of other.

alternatives. -

3. Are the appropriate people assuming ptimary responsibility at each step of the

policy process? In some cases theta and and the superintendent may disagree

in the consideration of viable options or in the development of implementation

procedures.

a

9
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The Policy Process

Steps Primary Responsilljlity

RECOGNIZE AeNEED: May come from a variety of
sources, e.g., teachers, community, school
board, administration

(varies)

CONSIDER POLICE OPTIONS: Board requests, Superintendent
superintendent presents; 'identification of and

basic elements of eaaRsopti_pn; two-way _School Board
communicaLtion"between boardand seer-
intendent; evaluation of alternatives.

DRAFT A POLICY STATEMENT: May be a synPisis Superintendent
of the best o:the options; may or may not
include procedure considerations; superinten-
de9t brings to board for first reading.

REVIEW/REVISE: Board may make.changeg or School Board
direct super'intendent to make them;
policy-is made available to staff,
studerg, community response.

ADOPT: -Board informs all who are (Or will be) - School Board
,affectedby new policy.

IMPLEMENT: When policy is formally adopted,
the superintendent becomes responsible for
insuring its implementation.

Superintendent
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Sample- Policies

Affirmative Action. Generally speaking, affirmative action policy statements 'are such
1.

that the same (or similar) statement could apply to a district of any size and in any'

location...An affirmative action policy statement typically rids as follows:

The School District (or Board of-Edudation) is fully
committed to the principles of equal access to employment nd educational
opportunities, and equal treatment of students and e-mployees Therefore, the
District (Board) strongly supports affirmative action as a'-method for
systematically' removing barriers which discriminate against individuals because of
age, sex, race, religion, national origin, aftrital status, mental or physical
handicap.* The District' (Board) directs the Superintendent and district
administrators to vigbrously.pursue their respective goals in assurishig-equal
access, equal opportunity and equal treatment in education and employment

practices through the implementation of affirmative action measures.

A second' option for expressing an affirmative action policy is
1

It is the policy of the Sch3o1 District (or Board of Education)

to ,promote and demonstrate the concept of nUdiscrimination in the delivery of all
educational 'services and in all employment practices. The commitment t6 equal
opportunity and equal treatment applies to all persons. regardless of race,
national origin, sex, age, religion, marital status, physical or mental handicap.*

*Other 'categories which can be included are: veteran status (Viet Nam), sexual
preference, and personal or political patronage or ideology.

Also, the term "developmental disability" is often used in placie of "mental handicap,"
and sometimes the term "handicapping condition" is used to refer to both physical and
mental handicaps.

31
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Reduction in Force. RIF policies state the general terms and conditions that govern

staffing cutbacks in the district. Y r RIF. policy shoUld contain a section or

pararaph describing how cutbacks will a feet minority groups;and women. This section

should not conflict with your affiamative action policy or Oals.nor sacrifice your

affirmative employment gains.

The following are two examples of policy statements fof,the disposition of minorities

and undeirepresented groups in RIFIsituations.

Example #1

It is the policy of the, School District (or Board of Educatioh) that

all employees belonging to.any of the protected classes as defined by law shall be

represented within the District by a proportion which is, not lower than the perCentage

representation of that same group. within designated comparison area.* Protected

classes include those.groups which have bean discriminated against on the basis of

age

national origin or ethnic background

sex

physical condition or handicap

race

marital status

religion

. ,VietnaM veterans

*The designated pool for OmparisOn might be one of the following:

: (a) all certificated (or classified) staff in the district

(b) ell\'steffiemployees in the district

(c) the school district's geographic boundaries

ed, the'county (or edOcation service district) boundaries

Tliere'riligit. be other valid comparison goals; It is wise to seek legal advice about'-

the soundness oLttle comparison pobl used by your district

;-
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Example 12,

The Di rice (or Board) shall continue to maintain ith affirmative action commitment to

',tempi° eacherpof racial and ethnic background minorities and to employ women and men.

in tra itionally underrepresented positions.' When a teacher reduction in force is

necessary,' minorities and underrepresented groups shall be affected as fellows:

1. If the.layoff of teachers can be accomplished according to established

procedures without lowering the current percentages of minorities or

underrepresented groups in the bargaining unit, the standard procedures shall

be followed and this special provision shall not be used.

2. If the layoff of teachers cannot be accomplished according to established

procedures without lowering the current percentages of minorities or

underrepresented groups within the bargaining unit, then the number of

minority or underrepresented teachers shall be reduced no lower than (one or

the following alternatives):

Alternative (a)--the percentage of all certificate employed by

the District;

yr

Alternative (b)--the percentage of all minorities (certificated and

classified) employed in the District;

Alternative (c)--the percentage of that minority group as represented

the District (or county) (or education service district). *I

3. Layoff within the minority and/or underrepresented groups shall take place on

the basis of seniority.

within

*Refer to note accompanying RIF Example fl.



Gl

Procedures a
Whether some procedures are legal or not may depend on facts or circumstances Unique

to a given district or-state. For example, some,procedural +elements may violate equal

pretectionxights if they include comparisons based ongroups which extend beyond the

immediate pool of certificated (or classified) employees in the district. It is a

good idea.to seek legal advise bef7e carrying out affirmative action or RIF

procedures. ,

Affirmative Action. Generally speaking, affirmative action procedures ahould cover

the following area: .

1. Job descriptions, e.g., tasks and responsibilitiesirof relevant people and/or

groups.

2. Responsibility and accountability, e.g., who will be responsible,for

affirmative action goals /objectives?

3. Information sharing, e.g., staff orientation, dissemination of affirmative

action materials, regular updates far staff and community (community liaison)

4. Hiring process, e.g., entry;'promotion, transfer, advertising, recruitment,

screening, selection, monftorir4.

5. Inservice training and adylinCement, e.g. workshops in specific "equity" areas

,(suchlas sexual harassmeat internship opportunities for upward mobility;

6. Ongoingdata collection on minorities, women and underrepresented groups.

7. Employee treatment, e.g., how are minorities, -women and underrepresented
. .

groups affected in RIF situations?

8. Grievance procedures, e.g., informal mechanism/reeoletion, formal complaint

procesi,Aimelines.

9.. Evaluation,, e.g., What instruments, data, procedures will be used to assess

progress towerd affirmative action goals? What process will be followed?

What criteria for achievement or progress?
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Reduction in F rce. Generally speaking, RIF procedures should cover the following

areas: '
1. Re levant terms, e.g., definitions for "t ermination," "teacher, specialist,"

"certificated-staff," "clasSilied staff," .financial exigency," "program

change." Even terms such as "committee," "school day" or "working day" should

be reviewed carefully to see whether they need clarification.

2. Termination criteria, e.g., What conditions must exist? Who makes what

decisions? Within what time frame?
6 t .

....,
3; Decision-making process,. e.g., What must be

.
44 by whom in the

decision-making process? What persons or groups advise or recommend? Whet

persons or groups have authority for what kinds of decisions (department heads,

building, administrators, committees)?
6

4. Notices to employees,
1

e.g., contents of notices, timelines; terms/conditions of

recall, challenge/grievance process.

5. Hearirg or review procedures for individuals, e.g., request for. hearing (or

review), conduct of hearing/review, by whom, procedure ,after hearing/review.

6. Obligations with respect t re-employment or other employment.

7. Conditions for usi

exclusive to exi

O

RIF p

Verner y situations.

edures, e.g., whether the RIF procedure is

A
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APPENbICES
t

Appendix 1 Civil Rights Baclgrouricl

Affirmative action programs are aimed in part at the elimination of systematic

discrimiptory practices, unintentional or dtherwise, whiCh hav# been built into

systems and institutions which control access to employment opportunity. The major

civil rights laws supporting affirmative action efforts are:

Civil Rights Act of 1964, Titles VI and VII

,Title IX of the 1972 Civil Rights Act, as amended

Equal Employment Opportunity Act of 1965 and subsequent amendments of 1967 and'

1972

Emergency School Aid Act of 1965 and subsequent amendments of 1967; 1972 and

197 6

These laws contain major'proviSions which prohibit actions, intended or unintended,

that have a.disproportionate effect on the basis of race, leligion, national origin or

aex.

As part of the Civil Rights Act, Congress established the Equal Employment OpPortunity

Commission (EEOC); this agency has enforcement powers toinvestigate.complaints,

conOliate, andiecOmmend the iniptiation of civil actionby the Department of Justice.

ACcording to subsequent amendments to Title'.VI1,''the EEOC tlas jurisdiction over

btsineases engaged in interstate commerce that employ more than 15 emPloyees. Ita

jurisdiction includes employment by state and local governments,'.and educational

institutions (Public Law 92-261). The EEOC is also empowered to initiate legal actions

in federal court against violators of EEOC Orders. When a violation Of the law has
.

been proven,,the courts-ore authorizedto issue "cease and desist"-orders enjoining

unlawful employment'.practices.,'

The history of the executive branch of the federal government in addressing_employment-,

discrimination has spanned four decadesand has been-undertaken by Republican and

a
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Democr4ti adMinistrations.alike, The first executive order related to equality of '.

- employment opportunity was issuedin 1941 by PreeidenObosevelt. It established a

committeeonfair employment practices to investigate Complaints agai companies

-613.holdingdefense-related contracts (Executive Order 8002). OVer.the la t1 twenty yeara,

the'executive brach of the federal government has. adopted and entOrced guidelines and'

regulations calling rim variousforms,ot affirmative action. .This hes been

accomplished through a series of executive orders that provide for nondiscriminatory'

employment by federal ?tractors and construction. contractors on federally4issisted

projactg.

The current order is Executive Orde 11246 as amended by Executive Order 11375. It

imposes upon federal oontractdrs the duty to make a self- determination of the need for

affirmative-action without resorting to:a judicial determination. Like other. '

affirmfiti4 actioribitapirements appliCable to federal contractors, this "self- analysis"

requirement appears in regulations proMulgated by the Office of F ral'Contract

ComPliance, United States Department of labor. . The regulations re ire:.

An analysis of all major job classifications atthe facility, with explanation if

minorities. r women are currently being underutilized in any one or more job

classifications....

.These regulations list affirmative actions that maybe appropriate, including

actions in the areas of qualifications, recruitment, training, promotiOn andcounseling.

Ef



Appendix 2: Serninar

School District

Cromett, Harvey.

Cross, Leo
Daggett, Dennis
MacKinnon, Donald L.
Schave, Nancy
Strachan, Rita

Alaska Department of Education
North Star Borough.School District
Kenai-Peninsula Schbol District
Juneau Borough School District
Nome Public Schools
Anchorage\School District

Juneau.
Fairbanks
Soldotna
Juneau
Nome

Anchorage

Idaho

Bertino, Frank
Cunnings, Ronald
Du tton, Robert
Hawes, Verl

Johnson, Thales
May, Howard
Mutterer, Richard,,
Reed, James
Underwood, Karen
Wayland, Patricia

Shoshone County School DisLct
Aberdeen School District
Kellcigg School District
Marsh Valley School District

Ririe School District
Oneida County School Di\stria.
Council 'Schciol District .\
Weiser Szhool District '\
Idahci Eepartrnent of Education
Boise School District

Wallace
Aberdeen
Kellogg
Lava Mat
Springs
Ririe
Haled City
Council
Weiser
Boise
Boise



Name

Ore an

Collins, ,R. H.+ -
Copenhaver,.Kafe
Hempel, Mary
Hu lt, Carolyn
Hutchison, Ron
Kelly, Carolyn
Larcom, Richard
Latour, Di Ck
Mountain, James E.
Olsoi, Shirley
'Schlimgen, Torn

Washington

Bragg, Ruby
Carlson, Val
Jeilsen;Sherrie
Lombard-CottoniiJune
Merlotti, Richard,
Moffitt, Louise
Petry, Larry
Stewart., Rig: Jetta
Tyree, Eddie,

School District

Lebanon School ,District
Newberg School District
Centennial -School District
Eugene School District
Lircoln County School District

'" Beaverton School District
Lircoln County School District
Jacks)on Education Service Diatrict

'David Douglas School Instrict
Lebanonichool District
Molalla Union Hill' School District

rederal Way School District
Bellevue School District .

Kent School,District
High line School District
Carnes' School District
Puy,allusi School District
Yakima School District
Tacoina School District, -1
OffiC'e-of Superintendent of

Public Instruction

City/Town

Lebanon.
Newberg
Port land
Eugene
Neicort

"BeaVerton
Newberg
Medford.
Portland
jobanon
Mo lalla

Federal Way
Bellevue
Kent
Seattle
Camas
Puyallup
Yakima
Tacoma

Olympia

40
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Appendix 3: Seminar Worksheets

WORKSHEET: "MODEL POLICIES AND PROCEDURES

POLICY AREA (circle one):

POLICY STATEPENT:

Affirmative Action Reductions in Force

IMPLEMENTATION PROCEDURES:



8

WORKSHEET: IDENTIFYING CONCERNS

PROBLEM AREA:

FACTORS TO CONSIDER:

PROBLEM

AREA:

FPCTORS TO CONSIDER:

PROBLEM AREA:

FACTORS TO CONSIDER:

PROBLEM

AREA:

FACTORS TO CONSIDER:

CSE/NWREL/6/82
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WORKSHEET: EXPLORING ISSUE AREAS

PROBLEM AREA:

PROBLEM STATEMCNT:
t

FACTORS TO CONSIDER POSSIBLE SOLUTIONS POLICY STATEMENTS INDICATED

MISC. NOTES:,
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